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Introduction and  
Best Practice Principles

Change Management is defined as the approach taken to 
prepare, support and help individuals, teams and organisations 
successfully implement change. Embedding new ways 
of working in an organisation is a key component in the 
implementation of a new S2P system. If delivered successfully it 
can make a good implementation transformational. 

Getting the technical aspects of a new procurement system 
right is often relatively straightforward, but the impacts of 
change on people can be neglected. This chapter of our eBook 
seeks to explain some of the challenges you may face and how 
to deal with them effectively.



Introduction and  
Best Practice Principles

The following principles should drive how you develop your 
change plan:

• Lead with the culture – align your methods with the 
organisation’s ways of working

• Start at the top – advocate senior management to 
champion the project

• Involve every layer – engage with all affected staff

• Make the rationale and emotional case – to energise 
participants

• Engage, engage, engage – before, during and after go live

• Leverage formal solutions – use existing communications 
channels, as well adding new ones if needed 

• Leverage informal solutions – engage in ‘water cooler’ 
conversations

• Assess and adapt – be ready to change approaches which 
aren’t reaching people.

1. Preparation –  
understanding 
the nature of the 
changes coming 
and making sure 
that there is a plan 
for dealing with all 
the people affected 
by those changes.

2. Management –   
delivering the 
change throughout 
the organisation 
and its suppliers.

3. Maintenance –  
continuing support 
for people, learning 
the lessons and 
measuring the level 
of success.

It helps to break down the change process into three phases:



Preparation



1.0 Preparation

Build an approach for understanding the context shifts  
in procurement:

• Let go of the past 

• Understand the company DNA  

• Build a new vision of the future

• Engage the players in the new future 

• Remain future-focused 

• Gain energy from setbacks.

Successful delivery of a S2P change plan depends on 
detailed preparation. Without a clear picture of what 
changes will be made, why they are happening and who is 
affected by them, any plan may fail to make the changes 
‘stick’. There are 3 key elements to the preparation:

• Understanding the changes and making a case for them 
that will be easily understood, developing the case as 
your understanding grows during the design stage

• Deciding how the change plan can best be implemented in 
your organisation

• Identifying individuals who will be impacted, or who could 
help or hinder the plan.

You should also develop the success criteria for the project and 
how they will be measured once you have gone live.

Understand the context of your company and the associated 
frame of reference and then continuously test the underlying 
assumptions. Understanding the context shifts above will enable 
the effective implementation of change.



1.1 The Change Case 
and Vision

Use your business case and high-level design to identify the 
drivers for change. Articulate the vision of the project in a way 
that individuals at all levels of the organisation will understand. 
A clear vision with an emotional case will help to motivate 
people to engage with the project.  

Identify all elements of the S2P implementation that will impact 
individuals and set out a case for each change. Describe these 
changes in plain English, rather than technical language, trying 
to answer the question “what does it mean for me?” It is likely 
that this will be done at a very high level, as you may not 
know the detail of all the coming changes. Update the case for 
change as the design develops. 

Branding can often be used to link a project to your vision. 
An example would be to use an acronym that encapsulates 
the vision, e.g. Project CREATE – Commercial Relationship 
Enablement by Applying Technology Effectively.



1.2 Cultural 
Alignment

Alignment of the S2P project with an organisation’s culture is 
probably the most important element in your plan but is often 
the hardest part to get right. Every organisation is different and 
what may work at one, won’t necessarily succeed at another. 

You need to review and understand the organisation’s view on 
change and ways of working. If the business is change averse 
you need to understand why. Understanding the context/culture 
and the reasons it may be resistant to change will help you work 
to change the mindset. “Culture eats strategy for breakfast”.

Look carefully at the way people interact in your organisation, 
both formally and informally. Get to know the people impacted 
by the project and understand their concerns and motivations. 
Establish ways of working and communication that fit the 
organisation, rather than trying to impose and off-the-shelf model. 
Ideally this should be done as part of pre-preparation stage.



1.3 Stakeholder 
Analysis

The final part of the preparation phase of the S2P change project 
is about understanding who will be impacted by the planned 
changes and deciding how to manage their involvement. The 
matrix on teh next page will drive your communications and 
training plans and will help identify the appropriate channels 
in which these activities will be delivered. This will ensure 
that those stakeholder groups affected are fully informed, 
stakeholder sub groups who can champion or block the project 
are carefully managed and their needs can be addressed with the 
appropriate training delivered in a suitable environment



The objective is to identify the individuals 
that fall into the following groups allowing 
you to target communications and 
engagement appropriately:

AnalysisStakeholders

Group Subgroup What is the level of 
interest that the project 

will be a success with this 
stakeholder group 

(0-6, 0 being lowest)

Interest Influence Impact Sentiment

What is the level of 
influence that this 

stakeholder group has 
over the project? 

(0-6, 0 being lowest)

What is the significance of 
the impact of the project 
on a day to day basis with 
this group of stakeholders 

(0-6, 0 being lowest)

What is the level of 
positive sentiment 

towards the project from 
this stakeholder group? 

(-3 to +3, -3 being lowest)

• High Influence, High Interest = Manage thoroughly 
• High Influence, Low Interest = Keep Informed  
• Low Influence, High Interest = Anticipate and meet needs  
• Low Influence, Low Interest = Regular minimal contact 

Stakeholder matrix

1.3 Stakeholder 
Analysis
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2.0 Management

Delivering the S2P change plan is all about communication. 
Engagement with all participants, and others affected by the 
project will help people to understand the change, embrace it, 
and even become a champion for the new business model.

Use tools already in place to inform and engage, both internally 
and with suppliers, adding new channels where appropriate. 

Regular review of a risk register will highlight any shortcomings 
in the approach and enable agile solutions to be deployed.

Your stakeholder analysis and impact assessments will  
have provided a basis for the communications, training and 
coaching needed prior to going live, and during the cutover to 
the new S2P system.



2.1 Internal 
Communication

Consider the following tools for Internal communication:

• An ‘inbox’ for all queries to be directed to

• Regular updates at a suitable frequency to as wide an 
audience as possible, e.g. via email or on intranet sites

• A monthly newsletter, again disseminated widely

• Active use of team sharing sites, such as  
MS Teams, SharePoint etc.

• A presence on the organisation’s intranet(s)

• Agenda items on company wide meetings,  
such as “all hands” sessions

• Scheduled demonstrations of the system.

Where communication is two-way, care must be taken to assign 
resources to respond to incoming communication.

Forums are a useful tool to share information with key groups. 
Key forums should include:

Change Forum – Ambassadors for change

• Ensure the business supports the project and the changes

• Provide advice relating to the change strategy

• Assist with sharing messages and acting as governance  
at key points

• Provide feedback to the project if concerns are identified.

Ensure appropriate Change Leads are recruited and onboarded 
to the Change Forum. This forum will help you to drive change 
through the organisation. 

Where possible communications can be focused for stakeholder 
groups relevant content to ensure the message has real value for 
the specific audience.



2.2 External 
Communication

It is likely that your S2P project will affect the way that suppliers 
will interact with you as an organisation and communication with 
them should not be neglected. Tell them:

• What changes are coming and when

• What data about them you will be migrating and how they can 
check its accuracy

• What they will need to do when you go-live

• Why the company is making these changes, how they will help 
them in the future, and what the benefits will be – “what’s in 
it for me?”



Aligning the methods of training delivery with your 
organisation’s culture is key. For some organisations a classroom 
model may be most effective, while for others it may be more 
effective to focus on on-line, interactive, on-demand courses.

Options include:

• Face to Face classroom sessions

• Recorded demo of new system, accessible on-demand

• Phased training with larger groups initially, involving  
senior management who present the case for the change, 
followed by smaller groups, with a combination of interactive 
and class exercises

• Written documentation and guides.

Identify everyone with a training need and manage the 
invitation and acceptance process closely to ensure no one  
falls through the gaps.

2.3 Training



2.4 Go-Live

There will always be options for how you cut over to a new 
procurement system, including a ‘big bang’ approach, or a 
phased approach with groups of people or geographical regions 
going live one at a time. A pilot approach may work for your 
organisation, enabling an assessment of the fit of the system and 
processes, and providing an opportunity to make changes before 
a full roll out.

Plan an assessment of readiness in advance of go-live so you can 
revisit training or communications in good time. 

Think about how people will be supported at go live, including 
access to FAQs, floor walkers and other support channels such 
as help desks. Provide access to reference guides, FAQs and 
previously recorded demos.



Maintenance



3.0 Maintenance

The final phase of the change plan starts once the S2P system has 
gone live. Identifying individuals early in the project who will take 
on the change leadership role will ensure the work doesn’t stop.

Driving adoption of the system can also be supported by 
reviewing and sharing progress from day 1 of go live. If you have 
determined criteria for measuring success share the targets and 
the journey towards achieving those targets to gain a shared 
ownership and sense of achievement.

These can be reported weekly and shared via the appropriate 
communication channel(s) after go live along with common 
support ticket requests, FAQs, Hints and Tips and stakeholder 
success sound bites.

Support and system admin processes will need to be handed over 
to a competent team with the appropriate training.

A post-implementation review should be undertaken after a 
bedding-in period, to learn lessons for future implementations, or 
to tune processes to deliver the best return on investment.

The level of success should be measured using the criteria 
developed in the preparation phase. Use the insights gained to 
design refresher training or further communications.

Finally, keep communication going after go live to encourage user 
adoption, embed new ways of working, and obtain feedback and 
suggestions for continuous improvement.

Keep the momentum going by;

• Ensuring that new processes are incorporated into 
onboarding programmes

• Seeking results – continuously measuring the performance  
of the plan 

• Asking what is missing and how can I/the organisation 
provide it. 



Even otherwise competent projects can fail if change is not managed effectively. A clear vision of the reason for the changes 
and an effective plan for helping individuals on the journey to a new S2P business model can make all the difference. 

Detailed preparation will enable you to build a change plan that is aligned with your organisation’s culture and increase  
your likelihood of success.

Engage...  Engage...  Engage.

4.0 Conclusion



London (Head Office): Tel: +44 (0)20 7400 6120 
procurement@xoomworks.com  •  www.xoomworks.com/procurement  

Talk to us now and find out how  
we can help you deliver change.


